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What is Simulation?

The most effective, efficient, and reliable learning labc;ratory is the
real world., Unfortunately, the student is not always in a position to take
advantage of the learning experiences that m actual confrontstion with the
situation can provide. When the student can not éo to the world, the only
substitute i{s to bring the wourld to the student.

Simulation is a method of bringing the world to the student, In this
situntion the student is presented with a case, a :delcriptim of events that
may Oor may not have taken place (usually thera is some kind of a problem), and
asked vhat (s)he would do in this situation. The goal of this approach is to
similate real world problems in a classroom environment by providing the necessary
facts and a poiat of view. The student is not role-playing--not deciding what
someone else ought to do in & particular situation. (S)he is deciding what (s)he
would do 1f (s)he wers 1. the situatiom. ’ The individual remains himself or
herself but it is a self in a different environment,

What are the advantages and disadvantages?

The two advantages of simulation should be evident., It is a (1) conveniemt
way of (2) applying the concepts, facts, and techniques that the student has
learned, The convenience of this approach lies in its spproprhteneu' to the
classroom situation., The instructor can not bring & milling shop, a taxi
company, or a school district into class, but can bring a case concerning one
of these organizations, 'rhe case can introduce the situstion and give the
student sll the facts the student would htve 1f actually there. The fact that
(s)he does not have to be 'there to get the beneZit of the expedence is the
true convenience of the limlation apprmh

The application phue of nimlacion is an advnnuge borrowed from the
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convenience phase. If it were not practical or possible to bring canned situa-
tions into the academic environment the student would be hard pressed to find
opportunities to exercise newly acquired expertise. The convenience makes the
application possible, but the application makes the device worthwhile. The class-
room lab gives the student the opportunity to perfect judgment, to view conflict
situations, and to make miliion dollar mistakes with virtual impunity, The
variety of problems possible in the case stwiies is far grester than the student
could get in any single industriel setting, 4 vaxiety of situations to :tost the
comprehension of the student is the prime advantage of simulation,

The prime disadvanatsge is the classroom situation. If the student is not
held responsible for decisions (beyond the threat of a grade), there will be a
very low level of involvement. The classroom sitpatioa is artificial; the
student is observing objectively and at a distance in time and space a situation
which, in the real world, would be physically and emotionally overwhelming. The
most important disadvantage is that simulation is simulation. It is the shadow
of the real thing not the real thing. However, if this limitation is recognized
simulation can be a useful tool being, as it is, the practical application of
theory in a laboratory situatiom.

Introduction to the Cases.

This section does not answer a question; it lays a groundwork for the
chapters that follow. The cases presented are intended to provide the student
with an opportunity to apply knowledge of interpersonal commmication. In all
of the cases some aspect of group behavior has contributed to, 1if not caused,
the situation. The cases nrovide an occasion for observing need satisfactionm,
need frustration, defensivemess, political behavior, economic manuvering, social

interaction, re) -ction, alienatiom, pressure, power, status effects, and all the
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other factors that are involved in group operation (llell, many of the other
factors.).

As the Harvard Graduate School of Business Administration puts on all of
its cases, ''Caze material is prepared as a basis for class discussion. Cases
are not designed to pre-illustrations of effective of ineffective handling of
administrative problems.’ The cases presented here do no more. They provide a
basis for analysis, investigation, and discussion. They do not provide a right
way to handle the situations presented, because, as suggested earlier, there is
no one right way. There are many right ways according to the people, the situa-

tion, and the problem.

SOCIAL GROUPS

The social groun is the first to be discussed because the two-sided need to
belong and to be accepted is probably the most basic and pervasive of man's
needs. V/ith the exception of the hermit who cuts himself off from mankind, the
need for society and reinforcement is universal. 1In the Shopper's Guide and
Zconomics Building cases the results of not belonging are suggested. In the
Soutwest High School case the problem is &n overly developed sense of belonging,
And in the Sabbatical Leave case the individual belongs, but not to the immediate
group. The Copper 5tate Mining Co. case presents a situation in which the
existance of a rival group challenges the foundations of belonging. It is a

case of conflicting group memberships.

1. Shopper's Guide liagazine
The Shopper's Guide Magazine Company was & small publisher putting out a

weel:ly advertising circular. The company depended on the large food chains in

its circulation area for sufficient advertising to stry in business. There were
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other small sources of inccame, but none of these were significant. The magazine's
headquarters were located in a vacated supermarket building. There were two
enclosed offices for the publisher and the sales mansger in the back cf the
building and a large work room for the rest of the staff in the fromt.

The rest of the staff were eleven women having various duties. Nine oi the
women had worked for the magazine at least four years, one was brand new, and
one, Lucy Thompson, had been there about eight months., The nine older staff
members were & closely kmit group. Most of them were married to men who worked
in a nearby tool and die plant. They ate lunch as a group daily often inter-
changing food, or sampling a new recipe found by ome of the members, Lucy Thompsor
was just out of college. This was her first fob and she needed the money to pay
off the debts she had accumulated while going to school. The other girl vas a
typist who came in in the late afternoons to catch up on correspondance and
answer the telephone.

The department group had a tradition of frequent parties for birthdays and
aniversaries. These parties usually meant that someone would take up a collec-
tion for the gift. Lucy never contributed to these gifts nor did she attend the
parties. She felt that she could not afford the dollar or so that was collected
each week. The rest of the women simply assumed that she did not have the money
to contribute.

At the end of her seventh month with the magazine the publisher gave Lucy
a raigse in salary which he publicly announced to the group. The other women
congratulated Lucy this occasion. But when the next collection came around Lucy
still did not contribute. The other women decided that she was being snooty and

acting like she was better than them. They begaa nlaying pranks on her such as

giving her typing erasers that smeared and pens that leaked. When Lucy still
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would not contribute the pranks were escalated. One of the women spilled hot
coffee on her, another changed a price in onéof the ads Lucy was designing.

{lhen the ad ran with the altered price the food chain affected was severly
compromised, The price was well below their usual selling price and honoring
it meant a large loss while failing to honor it meant customer dissatisfaction.
The local manager of the chain told the publisher after the incident that if any-
thing like that ever happened again it would mean the end of th2air asaoci;tion.
| The publisher can not afford to lose the chain's advertising.
2. The Econocmics Building

The Ecoromics Building was a small structure on the edge of a large campus,
There were no other buildings near it, only practice fields and parking lots.
The building housed the offices and faculty members of the Economics Depactment
of the university. There were offices for six faculty members, the head of the
department, a secretary, and two classrooms in the building. There was one
janitor assigned to take care of the building. |

The janitor was assigned to the building on a full time basis because the
Director of Mainterarre believed that too much time would be wasted if the janitor
had to walk from the Economics Building to any other building on campus. The
janitor worked an afternmoon shift because there had Leen numerous complaints that
there was no one to talk to on the night shift, The afternoon shift had been
adopted two years earlicr to reduce complaints and turnover by putting the
janitor in the building when others are there.

There were as many complaints after the change as there were before. ‘There's
too much work." “The students are messy." “The faculty doesn't appreciate the

job I do." And there have been five different janitors in the two years since

the change.




3. Southwest High Sehool

Southwest High School was & small (fifteen hundred students) regional school
fed by seven junior high schools, It offered four programs for its students:
advauced college prep, college prep, standard, and vocational, The student was
rlaced in one of these programs as a freshman on the basis of tests, recommenda-
tions, and intentions. The student was very seldom alluwed to change from one
program to another and within each program there was a closely prescribed
schedule of classes that the student was to take. The result of this structure
was that groups of students ended up taking virtually every class together,

One such group of students had gona through grade school and junior high
together. They were already a highly cohesive group when they started at the
high schocl. They all came from the same part of town, from the same social
status (business and professional), and the same alphabetic group (all but ome
had last names starting with r, s, or t). All were far above average intellect-
ually.

Because of their similarities they were put in the advanced college prep
program together, This gave them more opportunities to interact on class projects,
homework, and the 1ike. The group spent a lot of their free time together and 1if
one became involved in an activity all were involved., The group became known as
a very powerful clique in the school, They were strong and active in student
affairs and the jealously gusrded their status as leaders and pace setters in
the school,

.he presence of this group in a2 classroom hampered effective teaching. A
criticism, comment or suggestion made to one member of the group was accepted or
challenged as 1f it had been made to the entire group. I1f one of the group was

put on the spot the others came immediately to the defense. The group was
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unwilling to admit chat one of their members could be wrong; any guilt, or praise,
due fo one member of the group was diffused over the whole group.

Teachers attempting to give individual attention to one member of the group
were beset or attacked (according to the type of attention) by the rest of the
group., A great deal of class time was spent dealing with the members of the group
and other students started to complain, One instructor who attempted to ignor
the group came under such verbal sbuse that he resigned, another refused to teach
the group, and another left the school because she was close to a nervous break-

dovm,

4, The Sabbatical Leave

After several years teaching at a large state university, a distinguished
Professor of Business Administration requested and was granted sabbatical leave,
He made inquiries and found a visiting professorship at a small, private, New
England college that appeared to be a fine position for £illing the leave. With
gome preliminary negotiations he accepted the post.

The department of the smsll school was & big change from what the Professor
had been used to. At the state university he had been pretty much autonomous,
He dressed as he pleased, taught what he wanted, and kept office hours 2s he
liked, At the small coll_ze the atmosphere was just the opposite. There was a
strict suit-and-tie dress code among senior faculty members, a tightly pre-
nlanned syllabus for all courses (vhich was per:lodically spot checked), and pre-
scribed times for him to be in his office. The Professor was not happy with these
conditions and since they were departmental customs = ly, he ignored them, He
rationalized that, “I'm only going to be heirc one year. 1I'm not a permanent

member of the depertment, so wvhy should I act like one." The Professor continued
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to dress as he pleased, teach what he wanted, and keep office hours as he liked.

None of the Professor's actions ran contraxy to school policy ox violated
his contrsct with the college. He was, however, violating department norms. The
menbers of the department would probably have felt that they could afford to put
up with his idiosyncrasisms since he was only going to be there for a year. But
many of the younger members of the faculty began imitating the Professor. They
no longer followed the dress code, the syllabus, or the prescribed office hours.
Zxcluding the Professor there were five in the group that began exercising their
new found freedoms.

The older faculty members, seven in all, were upset by this change., They
felt that the liberties these professors were taking would harm the intellectusl
status of Business Administration in the college, The older members of the
faculty met informally on a number of occasions to decide what they should do

sbout the situation, but they came to no conclusions.

5. Copper State Mining Co.

The Copper State Mining Company operated a number of open pit corper mines
throughout the world, One oI its largest mines was in San Manuel, Arizona, The
successful operation of an open pit mine required a great daal of capital outlay
in terms large-scale and complex equipment. Zven the trucks used to haul waste
ore were gseveral tons oversized. The necessity for relying on this specialized
type of equipment meant that the compacy had to train all of {ts employees
specially. The training period ran for two years on most jobs and the worker
served as kind of an apprentice during that time. After the training period was
completed the worker took his nlace in the nit or one of the service divisions.
The repayment time for the company's investment wes a minimum of four years (two

years beyond training).

)
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The company hired most of its omployses from two sources: American
citizeus of Merican decent and Mexicanm citizens in the United States on three-
year work visas. All of the first line foremen and many of the unic suparvisors
were bi-lingual Hexican Americans., The American citizens, dy-and-laxge, were
not newcomers. Host of them were from families that had lived in Arizons for
several generatiocns. Mos: of them had gone to Amsrican schools and many had
served in the American Aray or Marine Corps. The Americans msy have been of
Mexican ancestory and may have spoken the Mexmicsn langusge, but they did not
think of themsclves as Mexicans. They were Americens snd, in fact, they looked
down on the Mex:ican citizens as ignorant peons.

The Mexicex citizens were as mich Mexican as their counterpsrts were
American, Many of them had crossed the border only because they were unadble to
find employment in Mexico. Iliexico, however, remained their home; that was
where their families and friends were, where they had grown up, and where they
wanted to die. The Mexicans could not understand why the Americsns were willing
to stay in the United States. Many of the Mexicans felt that the imericans were
some kind of a scum having given up their birthright.

The two groups associated very little in their soc’sl lives--the few
occasions when they came together often ended in fights. On the job, however,
they were inevitably thrown together oecause the Americans with the wost skill
(they had been there longest) and usually the most status were given the job of
training the newly arrived liexicans. The interdependent nsture of much of the
work also forced the two groups together even after the training pezied.

The net result of the interaction and the friction that resulted was a high
turnover rate among the Mexican citizens who simply did not renew their visas.

This high turnover ws costly because it usually happened before the return on

ol




training had beon szade.

ECONOMIC GROUPS

The ecoromic group is narticularly significant in thé work situstion, be-
csuse most people take and hold jods in respouse to en economic motive. In the
Sulliven Lumber cass the individuals have found different ways of furthering
their self-iaterests. In the Motor Pool and CCM Eacyclcpedis Ssies cases the
problenm 1is how to protect the ecomcmic security that the parson built up., The
tmarican Applicance Company snd State Eaployment Service cases indicate the type
of prodlems that can result vhen economic gosls are in comflict.

1. Sullivan Lumber

Sulliver Lumber was a large wholesale builder's supply campany. Although
they worked under contract, the company was known and respected for its ability
to £f111 small iumber orders quickly and comnletely. Much of the business that
the company got was because of its reputation for guality materials and quick
delivery. In a contract industry vhere men were paid whether they worked or not
s supplier that could £fill rush crders stood to gain a lot of bus! tss.

In the past Sullivan Lumber had been the oply company in the ares su>plying
this service, but recently two competitors had come into being. And there had
been & 1ot of complaints in the last few months ahout late deliveries or the
wrong materisls. Paul Deily, S.llivan's yard manager, had isolsted the problea
to the two work groups that had the job of stocking the lumber bins.

The one group, led by liichsel Obraaski (a huge Polir" immigrant), wass made
up primarily of ex-farm workers and new arrivals in the United States from
sourthern and eastern Eurone. The group was interested in making money, as much

snd s fast as  ssible. The company had two informal ivicentive plans thet
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allowed them to do just that, The one plan was that if the group finished work
early on a given day and there was work to be done in the roof truss or door

manufacturing sections, the bin workers could do it and get piece-work pay for
these jobs plus regular pay for their bin jobs., The second incentive was that
1f the group could unload the freight cars bringing in cut lumber in less than

twenty-four hours, the company would split the car rental savings with the group.

" By fully taking advantage of these two opportunities, the group members menaged

to keep their incomes fairly high. However, in order to get their regular work
done quickly the group often did it haphazardly. Lumber was missized or placed
in the wrong bins. The result was the wrong size or grade lumber being delivered
(tl:e del;.verymn do not know lumber.). |

The other group, led by John Carter (a sixteen year veteran with the compar,),
was made up of older men who had been with the company for some years., Their
prime concern was keeping their jobs and protecting their incomes. They me
less concerned with the incentive plans than with the seniority clauses of their
union agreement, The finishing bins which these men stocked require;l close care
because the lumber was frcquently finished and the surfaces could be easily
demaged, The group gave a lot of effort to treating the lumber carefully. They
gave their lumber extra care by handling it slowly and delicately. They were not
goofing off; they were trying to keep their jobs by doing them mréﬁeiy well,
The result of these extra efforts, however, was that materials were not always
in the bins when needed. They had to be unloaded specially and quicklﬁ, often
vith some damage to them, The drivers were delayed and the materials were de-
livered behind schedules. /! whole week's deliveries could be thrown ofi this way.

mily‘had already tried interchanging members of the groups, but the result
had been slower deliveries of the wrong materials and more damages, sll fl;e bad

points of both groups.
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2, The Motor Pool

Master Sargeant Frank {/illets had been chief §.C.9. of the base motor pool
for almost three years. He was an excellent mechanic, a good sargeant, and a
superior backscratcher. Villets could fix any vehicle the Army had, and he could
fix anybody the Army had as well. Willets knew how to trade favors., The M.P.'s
got their trucks back quickly and they turned their heads when Willets worked in
the shop at night. The Supply Sargeant got to pick up his wife in the general's
car and Willets got his requisitions processed overnight. The Captain got an
extra large mileage reading to make up for his overspending and Willets' unit
got an extra three days furlough at Christmas time. Willets had built a very
efficient and secure operation on his ability to horse-trade. That efficiency
had led to several very quick promotions and a comforting E-8 rating and pay.

How there was a problem, The new Lieutenant was straight out of school and
gudag by the book, Willets knew that he could not keep his operation hidden
from the Lieutenant, but he did not know how to exnlain it to him,

3. R2A Encyclopedia Sales, inc,

RRA sas the sales division of a major encyclopedia publisher. The division
had just undergone a major reorganization and a number of the top salesmen had
received new territories. liost of the territories ware in the western part of
the United States and most oI the salesmen were in the eastern part. Many of the
salesmen gave up comfortable positions to take the promotions.

Vhen the salesmen started working their new territories they began discover-
ing that the techmiques which hed worked well in the east (0hio) did not work at
all in the west (Nevada). The salesmen learned that people would not let them
in at the door end 1if they set the appointmen’ in advance, as often as not the

people were not home when they came. The old door openers (a free gift, trading

Q id
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stamps, a friend's name) no longer worked. The pressure tactics led to no signed
contracts end people just would not listen after nine o'clock at night.

The few successful salesmen were the ones who msde their calls in the late
afterncon, who set up their appointments through personal comtact, who were
light in their memner, 'uml in their appearance, soft in their sell, and friend-
ly in their tone. RRA's sales manager realized that a new approach was necessary
for most of his salesmen, Many of them were suffering financially and threaten-
ing to quit, But many were also convinced that they just were not working hard
enough, after all these sales techniques had worked before. There was no :fenaou
vhy they should not work now., There was no reason for.l change of tactics, es-
pecially to something the salesmen were not familiar with.

4, American Applisnce Co.

The American Applisnce Co. was & high volume distribution center servicing
furniture and applisnce companies in eight states. The firm owed its size
entirely to the fact that firms big emough to compete with it preferred the high
mark-up and low inventory costs of retail sales. The company was profitable
because there was no competition, There was not enough business available to
support another company even half its size. The only thing that kept campetition
out of the market was that those who could compete knew that it was easier to
rely on American than go to the effort of setting up their own warehouse
facilicties.

The traffic department at American operated on the the‘ory tlat a customer
who gets his order quickly will be a happy customer. The department had quick
delivery as its prime goal, and that goal was not ‘looc on the truck drivers. Their

most frecuently used phrase sums up their attitude, "Com'on, le's get the h--1

out of this f---ing place." The truck drivers were responsible for the loading
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of their trucks and in their eagermess to get out quickly, they took the appliances
from where-ever they found them. Since the applisnces to be delivered had partic-
ular inventory locations, the truck drivers' habit of ignoring the locatioms
played havoc with inventory control. The truck drivers defended their actions
by arguing that they had to get the merchandise delivered and the goods they
needed were never in the locations given anywey.
The inventory department operated on the theory that as little money as
possible ought to be tied up in inventory, That meant keeping close tabs on
the inventory to meke sure that only the minimssn amount was on hand for the
current operating period. Needless to say, traffic and inventory were involved
in a perpetual debate, --Does the compeny hold down costs and so, increase com-
plaints and the possibility of competition? Or do they keep the customers happy
by letting the costs go up and the profit margin go dowm? ‘
5. The State Employment Service ‘
The State Employment Service acts as a clearing house for short term, nart l
time, unskilled, and semi-skilled jobs. They take requests from employers and
try to match people up with the job description and requirements. Most of the
"jobs they have to fill are from employers needing people for heavy physical labor
on a regular basis., Most of the people they have are college riudents looking
for part time and summer work,
In the past when the Service has tried to match these two groups the results
heve been unhappy for both. The employers complained that the students lacked
the capacity for hard work. "Them college guys may be smart, but wiaen it comes
to workin' they ain't fer s--t." The college students, for their part, complained
that the employers treated them poorly. 'He talked like I had the mentality of

a retarded raccoon." The result was that meny of the college students were fired




- 15 -

after only a few days on the job and many more quit as soon as they thought they
had an opportunity for & better job.
After a vhile employers requesting workers stipulated, 'No college." The
college studeats, by the same logic, refused to work for certain kinds of em-
pioyers., So the Employment Service had a lot of students needing jobs and a

lot of emplcyers needing workers, but the two would not get together.

POLITICAL GRZS

Power 1s a significant motivating factor for human behavior, Most people
need to feel that they have some element of control over their environments. Tide
Grover Glove Co. and Mayers' Pharmaceuticels cases indicate attempts to increasa
that control., The Metro Hospitel and Ace Vacuum Cleaners cases demonstrate what
can happen when that control is tureatened. In the Landon Press case there is
an indiction of what can happen when an attempt to use political pressure back-
fires.

1. Grover Glove Co,

Grover Glove Company was a small manufacturing subsidy of a large clothing
firm.. Their products were work gloves, mittens, dress gloves, and other types
of cloth handwear. The company had uadergone a number of management turnovers
and on seversl occasions had nearly closed, The current management group had
been in for about eleven months, They were just beginning to get the company on
its feet, but the situation was a best marginal. One of the company's most
serious problems was its poor union/menagement relations. The union haa been
understandsbly upset by the frequent maragement turnovers and the reorganizing
and restructuring of jobs that had gone with the turnovers. The union actively

opposed any changes which they believed might compromise their position relative

to management,
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Included in the management group that had come in eieven months earlier was
Dave Bradshaw, the Director of Industrial Engineering, and his administrative
as istant Steve Devin. Bradshaw's job was to see to it that the plant ran

smoothly, In practice, he concerned himself only with the technical problems

of his job and left most of the administrative work and non-technical decisions
to Devin, This arrangement suited Devin ju;t fine.

Devin was just out of college, very anxious to set the world afire, and very
conscious of the power that Bradshaw had given him, The only real limitation
thet Bradshaw had put on Devin's use of power to get his job done was to, ''Tell
me before you make any important decision.” He did not follow this order.

Devin set about his first task of putting the plant's paper work in order.
He reorganized the filing system and altered the billing and credit procedures.
These changes greatly increased the plant's efficiency by meking necessary in-
formation more readily accessible. Devin received a company citation for these
actions (but no more authority). Flushed with success, Devin set about develop-
ing an improved work flow in the plant. The key to his plans was & redirection
of deliveries. Instead of two dcors through which rav materials would come there
would be only one. This plan eliminsted the necessity for a second receiving
dock and a second dock manager. As Devin had done before, he set about impliment-
ing his plan by assuming the authority to change functions and he transferred
the number two dock manager to a different part of the plant,

The dock manager, vho was a union steward, objected to the transfer and took
it to the union which agreed to strike umless he was restored to his former
position. In the meantime, Bradshaw had followed Devin's lead and run a new
process line across the number two dock at a great deal of expense to the company.

A strike would certainly fold the company, but eliminating the new process

Q 18
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line might do it as well,
2. <dnicago Fharmaceuticals

The Chicago Company was a large patent-drug operstion. The company develop-
ed, tested, and marketed a wide variety of shelf medications and pharmecists'
supplies. The Chicago products had been on the market more than eighty years
and the company was firmly established in the industry. The balance sheet looked
good, the stock was selling high, and Hank Statler, the head of Research &nd
Development, had a problem,

The R & D department was divided into four sections: non-prescription
medicines, druggists' supplies, basic research, and field testing. Statler's
problem was with the basic research group; unless he went personally to the labs
he heard nothing about their progress. The only time they initiated any serious
commmicstion with Statler was when they had developed and finished testing a
new product. Telephone cormmication from Statler's point of view was useless,
“All they say is, 'Everything's fine'." Statler knew that the group must have

‘ difficulties, but he did not know wkat tney were.

The basic research team was made up of fifteen chemists (xmost with “h.D.'s)
and four lab techunicians. The group wac housed in a small lsb building some
distance from the headquarters buildirg where Statler and the other iabs were
located, because of the distance and the work the group had been left pretty
much alone, Statler did not want to change the situation he just wanted to
know what was going on,

3. Metro Ecospital

Metro was & large receiving hospital, Although it was privately endowed, it
operated as & part of the municipal hospital system of the city in which it was
located, The prime difference between Metro and the city hospitals wes that

unions were quite active at Metro and no place else in city, Metro had two
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particularly active unions, one among the registered nurses the other was among
the practical nurses.

The registered nurses were college graduates and they filled most of the
high paying and high status hospital jobs. They were the operation room nurses,
the doctors' aides, and the administrators. The practical nurses were hospital
trained (most of them had a two-year course) and took mosc of the 'dirty' jobs,
They were the ward nurses, the emergency room staff, and the i1eceptionists, They
were also unhappy about the better treatme.t that the registered nurses received.
Some of the jobs (dietician, director of nursing services, etc,) required a
college education, but these were in the minority. Most of the jobs could be
done by any nurse.

The practicsl nurses' union had decided that they would strike if they were
not given an equal pay schedule aad the same opportunities for &advancement
(status jobs) that the registered nurses had, The Director of Persounel at the
hospital was trying to determine how to deal with the situation when a delegation
of the registered nurses came in, They made the point of their visit very clear.
If the hospital was so unprofessional as to treat the practicsl nurses a3 equals
in training to the registered nurses, then the registered nurses would strike in
protest.

4, Ace Vacuum Cleaners

The Ace Vacuum Cleaner company was a sales organization specialirzing in
door-to-door sales. The Los Angeles office was headed by George Morton, a self-
made man who had dropped out of high school in his second year and had made a
successful career out of vacuum sales. Morton had been with Ace for twelve years

and though he had been offered promotions before, this was the first one he had

accey .ad.,
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The Los Angeles office was a ball-of-fire., They led the company in sales
five or six months out of the year and Morton was really looking forward to
Joining this group of high efficiency salesmen. Morton knew only one oi the
salesmen before he moved into the office, but he did know that the group was
mostly part-time college students,

When Mcrton moved into the office, he found the atmosphere very different
from the ones he was familiar with, In the offices where he had worked before
the successful managers were those who ran a tight unit; keeping close watch on
performance, assigning texritories, and setting appointments for his men. Here,
however, the men would take time off for vacations or exams. They worked what-
ever part of the city they wished to and frequently they ignored appointments set
by lortonm.

Despite the fact that sales remained high, orton was worrizd, ‘''Control
them! H--1, I dor't know how to talk to them,"

5. Landon Press

Tom (Mule) Landon ran his special order printing house very orderly and
exactly the way he wanted things done. The business was about medium size. They
had a few large commercial contracts, but &8 lot of their 'gravy' jobs just walked
in off the streets. Landon, despite his nickname, ieft the press rooms nretty
much alone, He knew presses and he knew that each press has its own unique
characteristics. What worked for one press might destroy another one.

Outside the psess rooms Landon lived up to his nickname, He was stubborn as
& mule; seldom compromising and never giving in on anything. Landon had been a
print master for several years before opening his own shop. Re had built the
business up through that Inowledge and lots of hard work, He was fond of saying,

“What I got, I earned. Nobody every gave me anythinzg.'" The easiest way to start

sl
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a fight with Landon was to tell him to do something.

The RAACP (National Association for the Advancement of Colored People) in
Landon's town was very active and quite militant, They were actively engaged in
a project to increase the number of jobs &vailable to the black community. One
of their demands to employers was that the number of blacks employed be pro-
portional to the number in the commmity, The RAACP presented this demand to
Landon very powerfully, thinking that they were going to have to overwhelm him.
To their suzprise he accepted the ultimatum calmly asking ouly how meny blacks
he ought to be employing. The NAACP repversutatives told hiam, and he ssid that
he would comply as soon as poosiblc. Then he led the men from the NAACP down-
staeirs to his press rooms, called together his black employeecs, and announced
that he was firing half of them because rae NAAC? said there was a number that
he should employ, The fired employees blamed the IAACP for losing them jobs,
The employees who remained became very anxious lest they be out of work as well.
The NAACP was thoroughly roasted by the newspapers, working class blacks, and
the more militant members of the black commmity. Landon was very proud of him-
self, but said that if the NAACP formally requested it, he would take the fired
workers back. Thosefired want the NAACP to make the request, but other members

of the community feel that the NAACP should not demean itself by doing so.
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